Jessica Grossmeier, PhD, MPH 1 I n 1976, Dr Bill Hettler, cofounder of the National Wellness Institute (NWI), developed NWI's wellness model which included 6 interdependent dimensions of wellness: occupational, physical, social, intellectual, spiritual, and emotional. 1 According to this model, addressing the spiritual dimension means supporting one's search for meaning and purpose and aligning one's actions so they are more consistent with an individual's beliefs and values. Ten years later, Larry Chapman published an article in the inaugural issue of the American Journal of Health Promotion, 2 observing most workplace health promotion programs were not addressing spirituality. He suggested a definition and organizing framework might be adopted to promote incorporation of spiritual health into workplace health initiatives. He pointed to John Argeropoulous' work 3 which identifies the issues of forgiveness, love, gratitude, kindness, charity, trust, and purposefulness (among many others) as fruitful areas to consider in an effective approach to well-being.
More than 30 years after Chapman's call for health promotion practitioners to include spiritual elements in their programs, there is ample evidence that such topics are being incorporated into workplace wellness initiatives. A quick online search of ''wellness wheel'' images 4 confirms that many organizations include the spiritual dimension in their conceptual wellness framework, and deeper investigation indicates many of them focus on meaning and purpose in life. A 2012 journal article documents the growth of corporate chaplaincy within US workplaces noting one business chaplaincy staffing company had placed 2482 professional chaplains to serve more than 500 000 employees in workplaces in 850 US cities in 2011. 5 A 2017 empirical review found ''exponential growth'' in the mention of spirituality in the field of human resource management and summarized numerous studies demonstrating positive relationships between workplace spirituality and employee commitment, job satisfaction, performance, and work-life balance and satisfaction. 6 A 2018 industry survey by the National Business Group on Health and Fidelity Investment found 28% of employers included purpose in life or ''spiritual contentment'' in its well-being strategy, while another 31% reported considering its inclusion in the future. 7 And this very journal named a 2018 research study that examined the relationships between forgiveness at work, worker productivity, and stress as one of its top five 2018 ''Papers of the Year.'' 8 Recent issues of The Art of Health Promotion (TAHP) have also touched on spirituality-related topics, such as the connection between individual purpose and health, 9 purpose-driven organizations, 10 and the health promoting value of volunteerism.
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While the researcher in me was interested in a summary of the research linking spiritual well-being with business outcomes to support the business case for addressing spirituality as part of a comprehensive wellness initiative, this issue of TAHP aims to offer practical insights about how others are incorporating aspects of spiritual well-being into their work. Since Larry Chapman authored the seminal challenge in the inaugural issue of this journal, the issue opens with an interview to glean his insights and observations about the progress we've made in addressing spiritual health in the past 33 years and what opportunities remain for the field. I was sharing my excitement about this issue with Dr Renee Moorefield and learned that she'd focused her doctoral research on identifying the dimensions of spirituality and correlating them with positive leadership characteristics. My interview with her explores what she learned in her 2002 study and how she's incorporated spirituality into her work with business leaders. One of my earliest introductions to a commercial program that features a spirituality component (with a focus on individual purpose) as a contributor to individual well-being and leadership effectiveness was Johnson and Johnson's Human Performance Institute. Caren Kenney's article shares the institute's latest thinking, identifying why purpose alone is insufficient for optimizing well-being. The perspective is an important one to consider in light of the increasing popularity of initiatives that focus on helping individuals or organizations identify their purpose. The issue closes with an article by Dr Loren Toussaint and his esteemed research collaborators on how they've incorporated and tested the effectiveness of programs aimed at teaching workers how to forgive one another.
Spiritual Health Revisited
Larry Chapman, MPH, CWWPC 1 T his article features a written interview between TAHP coeditor, Jessica Grossmeier, and Larry Chapman. Written content was subjected to editing and approved by Larry Chapman prior to publication.
You featured Spiritual Health in the inaugural 1986 issue of the American Journal of Health Promotion. What prompted the development of that article and your view of its importance for the health promotion field at that time?
The founder and editor of the journal at that time, Dr Michael O'Donnell, asked me to write an article on spiritual health for the inaugural issue. I had a strong sense of its appropriateness as a topic for the field and in humility decided to give it a try. I was prompted by a belief that the quality of our lives and our ultimate well-being as human beings required much more than simply avoiding certain health risks and adopting healthy lifestyle practices. It seemed to me that providing permission and pathways for people to grapple with the ''why's'' and the purpose of their life would turn out to be as important as the actual adoption of the healthy practices themselves.
After all, what is really our ultimate source of motivation for adoption of healthful practices, but a sense of hopefulness and the fulfilling of our perceived destiny as human beings? I believe these concerns reside in the very core of the structure of our soul, consisting of our mind, will, and emotions and give clear credence to our ''spirit'' as a unique embodiment of our identity. Therefore, I believe spiritual health has fundamental importance in the motivational calculus of our taking good care of ourselves. My views on this area have continued to be confirmed by my experience over the years, resulting in a growing sense of awe about both the complexity and the uniqueness of the human condition. However, I also feel these deeper aspects of the human psyche/spirit need to be more openly recognized, understood, and encouraged for true well-being to be experienced.
In that article you observed, ''It is rare to find a program that openly labels a specific activity or intervention as oriented to enhancement of spiritual health.'' How has this changed in the 30þ years since this article was published? My short answer is . . . not a great deal! With that said, I do think in the past decade there is a slow but steady increase in spiritual health concepts and issues showing up in employer wellness/well-being programs. However, these components are usually not positioned within a unified or expansive domain like ''spiritual health'' but instead are likely to be introduced as ''well-being'' interventions. An example of this would be the Gallup/Healthways Well-Being Five, 1 which includes purpose, social, financial, community, and physical elements. Other examples can be seen in increasing employer efforts to enrich their brand of wellness and health promotion by integrating a broad range of well-being issues into their programming.
As we move forward into the future I think of these well-being efforts as likely to include topics such as social determinants of health, pursuit of meaningful activities, social justice, environmental sensitivity, sense of personal peace, personal safety and security, selfacceptance, resilience, vitality, opportunity for contribution, and securing of a personal legacy. I also think of these issues as part of one's ''worldview'' and the rightful object of a lifetime of growth, learning, and the pursuit of wisdom.
Instead of a cohesive or complete set of issues wrapped up in a conceptual package called ''spiritual health,'' we have pursued a somewhat erratic and fragmented approach to this area of programming over the past 30þ years. I believe that we have been reticent to use the label of ''spiritual health'' in our programming efforts or to address this topic in a comprehensive or integrated way. It also seems to me that our approach has been to loosely link the component parts of spiritual health to common problems like stress/anxiety, depression, sleep disorders, loneliness, and so on, in a ''novelty-oriented fix'' manner rather than formally arranging them under a unified or complete conceptual framework or domain like ''spiritual health.'' Why do you think that is the case? Why haven't employers approached spiritual health in an organized or comprehensive way? I have some theories about why that has been the case. They include the following:
1. While there has been a growing number of research articles that address spiritual health, 2 very little of it has translated into employer offerings associated with their health and well-being initiatives. Although research was going on in other fields and published in journals associated with other disciplines, I don't think that the field (myself and others) did enough to develop the key components of spiritual health in a way that would have informed employers and been linked to credible evidence of health improvement. We haven't developed the concept well enough to make it easy to operationalize by employers and others. 2. Our preoccupation with economic return, as a field, and specifically the issue of impact on employee healthcare cost trends, precluded much of our focus on domains or issues that had no direct relationship to health costs. Instead we focused on wellness/health promotion issues that had more direct economic relevance, such as prevention of specific chronic diseases like cardiovascular disease or diabetes instead of including spiritual health constructs. 3. Spiritual health is primarily about the ''why's'' of healthy lifestyle not the ''what's.'' It is always more difficult to deal with questions of ''why'' than ''what'' in my experience. It is also more difficult to deal with dynamic values that might drive one's behavior and easier to simply address the details of one's behavior. I believe that spiritual health issues are innately more difficult for us to address. 4. The concept of ''spirit'' has its roots for most Americans, in a biblical worldview, and our post-modern and post-Christian society seems to be conflicted about comparing notes on spiritual perceptions. There is also some confusion about the difference between spirituality and religion. In other words, the use of the term ''spiritual'' in spiritual health raises the unwelcome possibility of potential controversy or conflict. 5. Our increasingly relativistic and post-modern culture now seems to highly value the . . . . ''live and let live'' perspective, so there is a general reluctance to reveal my personal views about such sensitive topics as the purpose of my life, the central problem of the human condition, or the seeming difficulty of preventing evil in human experience. This may be changing for some employers but, as the recent Workplace Health in America survey 3 reveals, the majority of employers are not taking a very comprehensive approach to addressing well-being, and it's within a more holistic approach that spiritual wellbeing is most likely to be addressed.
Those are my possible explanations for why diffusion of a cohesive or integrated approach to spiritual health has not happened.
In the 1986 issue, you offer a definition of ''spiritual health'' with some practical guidelines for organizations wishing to develop their own definitions. How might you modify the definition today? Have you come across other definitions that you would endorse since then? The major way I would modify the definition today is to first use a research-driven approach to define and conceptually refine the core components of spiritual health. Second, I would want to develop a framework that could easily be operationalized with a series of defined interventions that are usable on the current popular technology such as smart phones and web videos. Third, I would want to have ways that the individual can assess their current status or state across all the specific subcomponents that make up the definition of ''spiritual health'' that can be used to help an individual grow in these dimensions. Lastly, based on the 2016 national election, I would probably want to include concepts like civility, respect for others, tolerance of others who believe differently than you do; forgiveness, gratitude, and support for character development; and development of personal virtues into the definition of ''spiritual health. '' In answer to your second question about whether I have come across any other definitions that I can endorse, I have one. It is the definition and approach developed by the Positive Psychology Center at the University of Pennsylvania led by the efforts of Dr Martin E. P. Seligman. [4] [5] [6] From their website, here is their core framework: 7 Positive Psychology has three central concerns: positive experiences, positive individual traits, and positive institutions. Understanding positive emotions entails the study of contentment with the past, happiness in the present, and hope for the future. Understanding positive individual traits involves the study of strengths, such as the capacity for love and work, courage, compassion, resilience, creativity, curiosity, integrity, self-knowledge, moderation, self-control, and wisdom. Understanding positive institutions entails the study of the strengths that foster better communities, such as justice, responsibility, civility, parenting, nurturance, work ethic, leadership, teamwork, purpose, and tolerance.
I believe that this is an excellent conceptual framework and approach for the field of wellness and health promotion to use in addressing the most important aspects of what we conceptualized as ''spiritual health'' back in the 80s and I have integrated this approach into the development of a certification training for worksite wellness practitioners.
Subsequent to the 1986 article, you published a 2-part sequel series to flesh out your thinking. What prompted you to publish these additional articles? I felt that there were a large number of related concepts or issues that needed to be considered by those who valued the larger concept of ''spiritual health'' and wanted to address it in their programming efforts. My initial article was very limited and highlighted only the tiny visible part of the spiritual health iceberg and I was concerned that more of the conceptual landscape needed to be articulated and considered by employers. I knew that unless the programming possibilities were made clear and practical, that few people would see its utility and value to their own employee populations. I have always tried to be practical and pragmatic about my work in the field and felt strongly that any targeting and interventions around the area of spiritual health needed to be highly practical and pragmatic to be adopted. I also actively tried to encourage others to write about this area and got a few takers but not many. Therefore, my belief that employers needed lots of programming options to aid diffusion led to the 2 sequel articles.
What new work remains to be done to advance the art and science of addressing spiritual well-being in health promotion and wellness initiatives?
The new work that needs to be done includes development of a research-driven conceptual and theoretical framework for whatever this domain ends up being called. Whether it is called spiritual health, positive psychology, well-being, or some as yet unarticulated term, I think the important thing is that we address these issues and determine their value in improving human health and well-being.
What barriers remain that employers in particular must address when offering spiritual well-being initiatives?
The main barrier that I see are the difficulties and challenges associated with creating safe and effective environments for employees (and their family members) to address the underlying reasons and beliefs about why they would benefit from pursuing health-and well-being-oriented lifestyles. It also includes our ability to talk about and communicate about our current and future quality of life aspirations and likely outcomes. Another barrier that employers face is their lack of awareness of the strategic importance of health promotion, wellness, and well-being to their organization's future. I have found that the vast majority of employers have no idea of the economic resources that are affected by the health/wellness of their employees. In 2018, the Integrated Benefits Institute estimated the costs of poor health to US employers based on health benefit coverage, sick leave absenteeism, workers' compensation, disability insurance, presenteeism, and related costs to be more than $530 billion. 9 That is an enormous economic cost or drain on every work organization, yet most employers spend less than one half of 1% of that amount on prevention/wellness and frequently complain loudly about that amount. Most employers don't see health promotion and wellness as strategically important. Most think about health promotion and wellness from a minimalistic or tactical perspective. I believe until we can get employers to understand the strategic nature of the economic resources that are at stake here, we won't be able to get them to invest enough to bring spiritual health issues into the picture.
What recommendations or suggestions do you have for organizations that would like to start or strengthen the spiritual health facet of their health promotion initiatives? My first recommendation is for those in organizations to help their executives understand the economic rationale for strategic investment in health promotion and wellness. Help them move away from the minimalistic and tactical approach to health promotion, wellness, and well-being. My second recommendation is to develop your own well-being framework that includes the core issues of spiritual health and don't necessarily call it ''spiritual health.'' Language is important and must be relevant within the larger organizational culture. I would suggest looking deeply at the Positive Psychology Center's approach for a sustainable blueprint going forward. My third recommendation is to seriously consider a formal, long-term organizational commitment to create a countercultural approach to our current culture of intolerance, disrespect for others, selfishness, instant gratification, insularity, overreliance on technology, generational hostility, and open animosity between individuals and groups.
What additional thoughts or comments do you have on this topic? It may seem strange to your readers to have me essentially advise against using the term ''spiritual health,'' but my overarching concern is the practical ability for us to help people be as well as they possibly can be. I firmly believe that we individually and collectively need to address all the major subcomponents of spiritual health in order to attain real health, wellness, and well-being. But as I reflect on how slow the diffusion of the concept of ''spiritual health'' has been over the past 30þ years, I can't help but think that there must be a better conceptual construct or ''wrapper'' that we should be using.
In closing I encourage all those who care about this field to continue to examine how these ''spiritual health''/well-being issues can be addressed and hopefully lead to tangible enhancements in the health and well-being of the people they strive to serve. Your doctoral research in 2002 shared a new approach to addressing spirituality along with 15 different personality factors in a population of healthy business leaders. Before we get into study details and findings, what led you to this area of inquiry and why did you feel it was important to test these concepts with business leaders? I started my career in 1988 as an exercise physiologist at a cardiology clinic, performing stress tests and providing diet and exercise prescriptions with heart patients. Like most health professionals, I'd learned about holistic Western-based wellness models, 1 ,2 yet in my professional practice, I prioritized the health of the body.
Working with cardiac patients quickly taught me 2 things. First, I discovered my passion was to help people prevent health challenges and disease rather than support treatment at the point of crisis, such as a heart attack. Second, I came to appreciate well-being as a multidimensional concept that embodied a dynamic, life-giving, internal resource people could draw on to handle complexities, create a meaningful life, and thrive. It wasn't purely a model or set of behaviors prescribed by a health and wellness expert. From this vantage point, each heart patient was a unique individual, with a variety of doors to open to meaningfully connect to an innate sense of well-being. For some patients, better nutrition and exercise was the best path. For others, the most effective door was to gain emotional balance in life and work. And, for others, it was to find a positive fit between their strengths and their career. For me, spirituality became one of those doors to well-being.
After my brief stint at the cardiology clinic, in 1989, I moved into the corporate world to lead the wellness department of a global informational technology company. There, my team redefined ''wellness'' from a focus on disease management and physical fitness alone to the total well-being of the company's 41 000 employees, as well as their families and work teams. That required also transforming the company's wellness services. We incorporated Kabat-Zinn's mindfulness practices 3 into our smoking cessation and healthy eating programs and provided outdoor adventure experiences to build trust within families and teams. Our stress management programs were fueled by Borysenko's (then new) notions 4 about living and working with full presence-an open mind and open heart. Although we didn't say the ''S'' word in our programs and services, we were touching on key spiritual concerns, such as meaning, purpose, altruism, contemplation, compassion, and authentic connection.
This holistic approach seemed to work. Our team became more of a core asset to the organization, rather than an afterthought as many wellness departments were at that time. We became involved in the ''people side'' of the organizational change initiatives, in particular, our role was to humanize the company's approach to mergers and acquisitions.
In 1991, I was asked to move to the company's corporate strategy department and soon after to lead the effort to build out the organizational learning and change management methodologies to be used company-wide. Among the strategies we implemented was a 9-month program called ''Leading Learning Communities,'' with the aim to help current and high-potential executives evolve the mindsets and skills to foster teams and organizations that thrive in a global environment of increasing complexity and change. The program involved multiday retreats, 1:1 executive coaching, targeted learning assignments, and self-observation practices, as well as other methods to empower leaders to shift from reactive, fear-based approaches to generative, vision-driven, world-centric leadership. Through the program, leaders made significant strides in their business results and transformed their interactions with clients, employees, and peers.
Personal and cultural transformation facilitate each other. The more we work on ourselves, the more we can be a positive instrument for healthy teams, businesses, and societies.
Senge's 5 ''five disciplines'' was the core framework for this executive development program; we didn't talk much about the individual leader's wellness at all. Yet, by the second time we delivered the program, I noticed leaders adopting many health and wellness behaviors on their own. They stopped smoking. They started eating better. They rebuilt relationships with life partners and children. They developed rituals of contemplative practice in their lives. I was delighted! The leaders seemed to be adopting practices for positive living and well-being out of a deeper systems-based connection with themselves, others, the organization, and beyond. Witnessing their self-driven changes enabled me to link the mind-sets and well-being of leaders with healthier, more effective organizations. Plus, it solidified within me a deep belief that I continue to hold today: personal and cultural transformation facilitate each other. The more we work on ourselves, the more we can be a positive instrument for healthy teams, businesses, and societies. Vice versa, the more we improve teams, businesses, and societies, the more we can discover about ourselves. To better understand the changes these leaders were making, I secured support from the company and the Behavioral Medicine Department at the University of North Texas. Spirituality was one of the many dimensions we studied. I wrote up that portion of our findings as part of my 2002 dissertation.
What did you discover during the course of the study and through your findings? The first part of my study included an extensive literature review of how spirituality is typically defined. The integral understanding of spirituality by Ken Wilber was perhaps the most informative. 6 Across the literature, ''spirituality'' seemed to be described in 8 distinct (albeit related) ways:
Divine connection and expression: The direct connection with or expression of the mystery, compelling force, or source of all life. Some of our ideas about the divine, Holy Spirit, qi, chi, prana, Rauch Hakkodesh, energy, and like concepts could fit into this definition. Attitudes: For instance, openness, compassion, surrender, peace, devotion, gratitude, humility, altruism, and love. A Peak Experience: Those moments of highest happiness and fulfillment, flow, awe, or ecstatic bliss. An integrative function or organizing force that allows people to experience wholeness, oneness and undivided unity, and right relationship with one's self, others, the natural world, and the transcendent. Pursuing purpose and meaning in life: Seeking to understand the mysteries of our existence, and searching for answers to life's big questions such as, ''What is reality?,'' ''What happens when we die?,'' and ''Why am I here?'' A line of human development: This line of spiritual intelligence unfolds in stages and is distinct from other lines of development, for example, cognitive, emotional, interpersonal, moral, and physical. The highest level of any line of human development: Meaning spirituality is our most developed cognitive, emotional, moral, and other intelligences. The highest level of all human development: Spirituality can be defined as the sum total of the highest levels of all the lines in the process of developing into a fully integrated human being.
After revisiting this research that I did in 2002, it is even clearer to me today that spirituality is a complex concept with no one, simple definition. Yet, it is essential to our well-being. An enduring quality of who we are as human beings is our concern for the sacred. Regardless of how we define spirituality, we can draw on it as a core resource for living and working. And our sense of spirituality can empower us to live and lead from a foundation of greater consciousness, personal leadership, and well-being.
Given that people frequently define spirituality in different ways, my formal study with 101 business leaders (participating in the executive development program described above) addressed the difference between extrinsic and intrinsic approaches to measuring spirituality. 7 ''Extrinsic'' means we used a predefined spiritual measure from the National Wellness Institute's LAQ. 8 ''Intrinsic'' means we employed an interviewing methodology 9 to find out what spirituality meant to the leaders themselves and the role this intrinsically defined spirituality played in the leader's internal system of selves. We then looked at how these 5 intrinsic spiritual measures correlated with 15 factors of personality 10 which appear essential for effective interpersonal interactions. At the same time, we correlated the extrinsic spiritual measure with the same 15 personality factors to understand the similarities and differences between the intrinsic and extrinsic measures. The highlights from this leadership study included:
Leaders framing spirituality as more central to their identity also reported themselves as demonstrating more empathy toward others and taking more responsibility for the health of their relationships. They also described themselves as operating more from a people-centric orientation.
Leaders showing higher scores in spirituality on the LAQ also reported greater tolerance to diverse kinds of people, as well as paradoxical beliefs and contradictions. Plus, they reported more openness and a nonjudgmental stance toward situations, self, and others. As leaders were better able to bring their spiritual self as a resource for a broader range of life situations, they also reported feeling less anxious-a potentially powerful link between spirituality and mental/emotional health.
In later research in a similar leadership population, we found a greater sense of spirituality associated with lower cholesterol risk ratios (total cholesterol/HDL) and triglyceride levels. 11 Leaders with elevated risk ratios of total cholesterol to HDL also showed a larger alienation between their sense of spirituality and their self-identity.
Helping leaders connect with their spiritual self-however the leaders define it-offers a culture-free, nonjudgmental path for supporting their health, well-being, and personal and leadership development.
A big insight from our study is that spirituality, while useful to look at with extrinsic measures, can also be addressed as part of the core organizing structure that makes up how the leader perceives himself or herself-the leader's unique self-identity. Helping leaders connect with their spiritual self-however the leader defines it-offers a culture-free, nonjudgmental path for supporting their health, well-being, and personal and leadership development. When a leader connects with their spiritual resourcefulness, it may help them buffer stress; open to diverse people, ideas, and situations; lead with greater clarity, purpose, and effectiveness; and more effectively create workplaces where people truly thrive.
How did this early research influence your subsequent work with business leaders? This early research in spirituality and well-being profoundly shifted my work with leaders in both fundamental and pragmatic ways. Here are 3 of the most important shifts:
1. Helping leaders reconnect with internal sense of resourcefulness as the foundation for how they lead-Whether via 1:1 executive coaching, leadership team development, providing transformational programs, or designing and implementing culture change efforts, my work with leaders became founded in the belief that well-being is an innate capacity that leaders can tap into as a wisdom to thrive amid the constant change and complexities in their lives, work, and in the world.
Engaging in practices for greater self-awareness-
Connecting with a greater vision and purpose for leading, examining the mind-sets and beliefs enabling (or limiting) their well-being and effectiveness, and participating in a regular practices which could be considered ''spiritual''-such as practices for mindfulness, gratitude, and service to others-became integral to every leadership engagement. 3. Assisting leaders to holistically explore factors of wellbeing and linking these to why and how they lead-In fact, we recently worked with the University of Colorado at Colorado Springs to build an online assessment that enables leaders to examine 19 factors shaping their capacities to thrive personally and amplify thriving in their teams and organizations. Spirituality is a thread throughout this tool. For example, some of the factors we're assessing are resilience, conscious breath, energy management, awe and appreciation, vision and purpose, wholeness, learning, and mindfulness. We are also beginning to certify other practitioners, such as coaches, trainers, and consultants who want to use the assessment to bring a whole-person, whole-leader approach to developing more effective and inspirational leaders, teams, and organizations.
What recommendations do you have for practitioners seeking to incorporate this aspect of well-being into their work, particularly in workplace settings? I believe spirituality is as important as any other dimension of life and work in accounting for how we think, behave, and relate to ourselves, each other, and the larger world, plus how we lead our teams, families, communities, and organizations. Spirituality shapes our health and well-being, our lifestyle choices, our ability to change and grow, and every other aspect of human activity. As well-being leaders, I believe we must expand our notions about what spirituality is and its role in evolving people and organizations. We need to create opportunities for people to reconnect to their spirituality-however they define itas a source of well-being, effectiveness, connection, and resilience at work and in life overall. There is a bigger movement afoot in workplaces that goes well beyond just incorporating meditation classes into employee training or incorporating spiritual well-being topics into a broad menu of wellness offerings. For practitioners, one place to start is to help employees connect with a deeper purpose that is meaningful to them. We already know that purpose has a significant role in personal, team, and company success-One striking study showed that over a 3-year period, 85% of purpose-led companies experienced positive growth, while 42% of non-purpose-led companies showed a 42% revenue drop. 12 An inspiring, well-understood company purpose can help attract talent, energize employees and customers, bring clarity to decisions, and differentiate the company from their competition. Purpose can also rebuild trust between business and society. The whole approach to conscious capitalism is one example of this broader purpose-driven movement, fueled by a desire to connect to something greater than ourselves and to make a positive difference in the world. Our aim as well-being leaders is to assist and empower all human beings, every organization, every community that we work with to explore what this means for them. When we do, spirituality is a door that we open to unleash our inner capacity to pursue that which helps us thrive and reach our full potential amid the circumstances or challenges we face.
Purpose and Character: The Ultimate Differentiators of a Legacy Leader
Caren Kenney, MS 1 I n today's fast-paced and complex business environment-where leaders feel pressure to be always on, continuously disrupt themselves and their organizations, and juggle competing work and life priorities-organizations are searching for new ways to support, retain, and reinforce their top talent. There is a growing sense of urgency around this, given the fact that CEO turnover is at an all-time high. 1 Harvard Business Review reported that 50% to 60% of executives fail within the first 18 months of being promoted or hired, 2 and there is a rise in leadership failure due to issues such as stress, burnout, and unethical decisions and behavior. A Harvard Medical School study found that 96% of senior leaders reported feeling burned out, with one-third describing the burnout as ''extreme.'' 3 The reality is many leaders and organizations are at risk and we must take a different and multidimensional approach to preparing senior executives for these critical and demanding roles. Leaders need investment in physical well-being so they have the energy and capacity to not only meet daily demands but continually take on more. They need the emotional intelligence and resilience to make sound decisions, lead effectively under pressure, and inspire and motivate their teams. And they need the strength of character that enables them to consistently demonstrate ethical behavior and decisions under the most stressful conditions-regardless of the stakes.
Unfortunately, when the stakes and demands are high, leaders often deprioritize and even sacrifice their personal well-being in service of their leadership role and responsibilities, not recognizing that these choices create a downward spiral of their overall performance. Forfeiting their physical well-being (exercise, nutrition, sleep), not taking time for mental recovery (vacation, frequent microbreaks throughout the day), spending less quality time with the people who matter most to them, and turning to unhealthy behaviors to help cope with the stress all contribute to suboptimal performance when performance needs to be at the highest level. When we are physically, mentally, and emotionally depleted, our performance, relationships, and ability to lead effectively and aligned with our deepest values can be compromised.
In response to the intense pressures of the workplace and growing desire by leaders and others to find meaning in work that can be allconsuming, there is a growing trend of organizations to place greater emphasis on purpose as a key component in developing sustainable leaders and organizations.
Why Purpose?
A growing body of research-including our own at Human Performance Institute-is reinforcing the strong relationship between purpose, employee engagement, and well-being at all levels of the organization. A 2015 Purpose Index study by Imperative found that employees who were purpose-driven were 64% more satisfied in their work, 50% more likely to be in leadership positions, and 47% more likely to promote their employers. 4 In addition, purpose in life has been associated with multiple benefits spanning cognition, cardiovascular, stress response, immunological functioning, mortality, and overall well-being. 5, 6 While a focus on purpose is relatively recent in coming to the forefront of leadership and organizational development, it has been central to the research and training conducted at Human Performance Institute (HPI) for more than 30 years. In the 1980s, leveraging world-class sport as a living laboratory, the institute-cofounded by Dr Jim Loehr and Dr Jack Groppelbegan its work with some of the world's top athletes, as well as leaders in other high-stress arenas such as business, medicine, law enforcement, and the military. Purpose has been the core foundational tenet in helping these Olympic athletes, CEOs, military special forces, and others who must consistently operate under intense stress, unleash their full potential and achieve optimal performance. From this body of work, HPI has identified several key areas where purpose is falling short.
Where Purpose Alone Is Falling Short
While purpose is a key component for helping individuals find meaning in their work and lives, there is a need to go beyond identifying and declaring purpose as a means to achieve individual and organizational well-being.
1. Personal and organizational purposes are NOT the same.
Leaders often become solely focused on organizational purpose-the purpose and mission of the company they lead. This can be out of a sense of duty (''I must serve the company'') or simply from a lack of reflection on the difference between their own purpose and the mission of the company. This lack of differentiation is especially observed in ''helping'' organizations such as NGOs or healthcare companies that are dedicated to improving or saving lives. For those leaders who might argue that they must be fully invested in their company purpose, an effective response is to ask, ''If you are removed from your role tomorrow, does your purpose in life disappear?'' When leaders do not prioritize their personal purpose and life, the results can be devastating as they sacrifice their own health, family, and relationships, as well as their ability to effectively lead their teams and consistently make sound and ethical decisions.
2. Purpose must be measurable.
Achieving one's purpose requires definition, discipline, and metrics that enable individuals to focus on what matters most, identify specific actions they must take, and continually assess if they are on track or where they need to build and shift efforts and energy investments. Leaders often tell us their purpose is to empower, inspire or connect others, or to be the best parent to their children. Without greater focus and definition, any of these broad purposes could actually cause these leaders to burn out due to their inability to define what that truly means, establish boundaries, and assess progress against goals.
3. Purpose must transcend but not neglect self.
While personal purpose should be anchored altruistically, with a focus on having an impact beyond oneself, 7, 8 it should not result in a martyr complex. The very idea of having personal (individual) meaning wholly implies that the individual has value. Mistreating oneself by not getting adequate sleep, not prioritizing exercise, not having proper nutrition, or neglecting to prioritize mental and emotional recovery will sabotage one's ability to achieve what matters most. Recognizing one's own value, and the importance of investing in one's own wellbeing and happiness to achieve one's best self, is key to fulfilling personal purpose.
Purpose is not action.
Developing a clear sense of personal purpose is critical in changing behavior for 2 reasons: purpose is a compass that provides clarity of direction and is a powerful motivating force. However, identifying purpose is just the first step. We must continually be self-aware of the gap between who we want to be as we pursue our purpose and how we are actually showing up. No leader is perfect, so there will always be a gap, but we can close that gap by creating very specific action plans, with the power of our purpose motivating us to push forward. In HPI's 4-dimensional training model-which is rooted in the sciences of performance psychology, exercise physiology, and nutrition-purpose is the spiritual dimension, which is rooted in our deepest values and beliefs. Purpose both influences and is influenced by our daily energy investments in the physical, mental, and emotional domains.
Four-dimensional training model
Creating a leadership legacy that withstands the storms of the modern corporate environment begins with the critical act of identifying one's personal purpose and then defining actions and appropriate energy investments in the physical, emotional, and mental domains to help activate that purpose. Achieving the highest level of purpose includes a process of defining and fortifying one's character, which is the behavioral manifestation of the spiritual, emotional and mental dimensions, and the litmus test of whether our behaviors are aligned with our purpose, especially during times of stress.
Character is the content of our legacy and reflects how we are showing up in our organization and in our life. We have seen in recent times with global movements such as #MeToo that character has become a significant focal point of employees, consumers, and shareholders.
Strengthening Character-A Critical Gap in Leadership Development
As we all have witnessed in the daily media, there has been a sharp rise in ethical lapses over the past couple years. A PwC CEO study reported a 36% increase in CEO dismissals due to ethical lapses, 9 and in 2018, CEO dismissals for ethical lapses exceeded dismissals for financial performance or Board struggles for the first time in history. 10 We are often surprised when we learn of an indiscretion or questionable behavior from an individual we held in high regard. What was it that caused a seemingly ethical leader to say or do something so ''uncharacteristic'' of that person? As noted by Dr Jim Loehr, who has spent years researching and training character, a leader's emotional intelligence and strength of character cannot truly be measured until subjected to intense pressure-which is often too late.
Can Character Really Be Trained?
Many people believe that character is static. We are often quick to pass judgment on the strength of another person's character, yet most of us would likely rate our own character strength as relatively high. The truth is, character is not a fixed attribute, but rather a ''muscle'' that requires ongoing investment and attention. At HPI, we train leaders by administering assessments that create awareness about their own character strength and areas of vulnerability, providing opportunities for self-reflection about their desired life and leadership legacy. We then lead them through intentional exercises designed to create their own code of conduct that reflects who they want to be, how they want to show up, and how they want others to experience them. This ''Personal Credo'' as we call it then serves as a filter and compass so that when they are faced with difficult decisions and choices-when they are feeling overwhelmed, when they experience fear or desire, or when the stakes are high-their character goes into ''autopilot'' pulling from their deepest values and keeping them on course.
Bringing Purpose and Character to Life and Leadership
Activating personal purpose and strengthening character are critical to developing sustainable, high-performing leaders and subsequently high-performing organizations. Character is how people live into their purpose through behavioral choices but is continually put to the test under intense pressure. It is encouraging that many organizations are talking about purpose and having conversations around ethical leadership. They now need to go a step further and provide training that can bring these 2 components together. Leaders must be grounded in individual and organizational purpose that is supported by strong character to meet the challenges of today's complex environment.
Finally, it is critical that this training starts at the very top, as leaders now have an even greater role to play as the ultimate influencers of culture, catalysts for unleashing innovation within their organizations, and stewards of company reputation and shareholder value. They set the expectations and tone and must role model what it means to invest in their own well-being and lead with character in a way that aligns with their personal purpose and reflects a sustainable and meaningful life and leadership legacy. 
I
nterpersonal stress and conflict are an all too common part of everyday life, but when they occur in the workplace, it can have especially negative effects on personal well-being and productivity.
1 This is likely due to the nature of the workplace. People who work together often do not choose to work together; there are power dynamics, which each have the potential for personality conflict. When interpersonal conflicts arise, it can be especially challenging as coworkers may not be able to easily resolve the conflictual situation, they may be required to work together indefinitely, and the workplace structures may make it difficult to honestly express their feelings.
Consequently, interpersonal issues at work can cause untoward, long-lasting, and especially counterproductive effects on individual members of an organization and negatively impact the organization's bottom line. 2 The impact on an organization's finances is not trivial. One study estimated that American workers spend a little less than 3 hours a week or 1 day a month dealing with workplace interpersonal stress and conflict. In Germany and Ireland, it is more than 3 hours a week, and 10% of workers report spending 6 or more hours a week involved in disagreements or managing conflicts between coworkers. In the end, interpersonal stress and conflict at work is estimated to cost American businesses alone about $349 billion and 385 million working days annually. 2 Being hurt by coworkers often prompts unproductive and vengeful motives. For instance, consider the supervisor who inadvertently offends one of her subordinates. The offended subordinate may realize, or fear, that the power structure prevents an open discourse regarding the offense. Because of this, the subordinate employee may seek opportunities for surreptitious retribution such as intentionally working inefficiently, seeking to sabotage the supervisor's reputation, or considering ways to leave the company at an inopportune time. While all these approaches may help to alleviate the ''injustice gap'' that was created when the offense took place and, in the victim's eyes, offer a just solution, these are obviously not productive ways to cope. In fact, these types of responses may cause the victim to incur additional stress and impaired quality of life as the anger and frustration driving these thoughts and actions continues to fester. Although a focus on justice and revenge in resolving workplace conflicts often takes center stage, we want to suggest that a little forgiveness in these situations can go a very long way.
Forgiveness and Well-Being
Forgiveness is the releasing of negative and promotion of positive thoughts, feelings, and behaviors toward someone who hurt you. 3 Often conceptualized from a religious or spiritual framework, forgiveness is also grounded in several secular psychological constructs, for instance, emotional intelligence, empathy, pride, and narcissism. 3 Forgiveness can alleviate stress and negative emotions that are all too often associated with impaired mental and physical well-being. [4] [5] [6] [7] [8] [9] Furthermore, forgiving people tend to have more support from friends and coworkers 10 and tend to see obstacles as less challenging. 11 Forgiveness has also been associated with fewer chronic health conditions, improved physiological functioning, and better cognitive function. 4, [12] [13] [14] With these benefits in mind, it is easy to see why several approaches to teaching forgiveness have developed. Although the approaches differ to some degree in the areas of focus, they all have been shown to be useful in helping people become more forgiving. 15 
Teaching Forgiveness
One approach that has been especially useful in helping people to become more forgiving is the, ''Forgive for Good'' method developed and tested in the Stanford Forgiveness Project by Dr Frederic Luskin.
Given the benefits of forgiveness, it is surprising that the teaching and development of forgiveness as a part of the workplace culture has not been more thoroughly examined. Research suggests that forgiveness is associated with better health and productivity in workplace settings, 16 but little, if any, work has directly examined the effects of teaching workers to be more forgiving and measuring the effects of this skill on quality of life and objective measures of productivity. Lacking such information, it is difficult to understand how the evidence showing the benefits of forgiveness might translate to workplace contexts, and for that reason, we describe a case study of a financial services organization that allowed us to experiment with forgiveness education as a core component of emotional intelligence training.
Case Study: Ameriprise Financial Services
In what we believe to be the first ever attempt to teach forgiveness skills to employees, varying US market groups of Ameriprise collaborated on a 6 to 12-month program focused on forgiveness and emotional intelligence training. Forgiveness was conceptualized as a key aspect of emotional intelligence and taught as an exemplar of emotional intelligence enhancement. Eighty-nine financial service advisors, 9 vice presidents, and 6 administrative assistants volunteered to be in 1 of 7 cohorts in pilot projects designed to measure the effect of forgiveness training on sales and quality of life. The first 4 cohorts received a 9-hour workshop and 6 support phone calls approximately every 2 months over a 1 year period of time. The fifth and sixth cohorts received the workshop and 6 phone calls approximately every 3 to 4 weeks over a 6-month period of time. The first 3 calls were about 20 minutes in length and the last 3 calls were about 30 minutes in length.
The project was conducted by 2 psychologists and initiated by a group vice president of Ameriprise. The training for this project began with a 1-day workshop attended by between 8 and 25 participants per site. The morning workshop defined emotional competence, 17 suggested that forgiveness was a core component of emotional competence, taught the importance of aligning thoughts, emotions, and behaviors, and helped participants examine areas of weakness. The afternoon session focused on techniques for stress management and the importance and training of interpersonal forgiveness. Dr Luskin's book Forgive for Good: A Proven Prescription for Health and Happiness was given to all participants. 4 Subsequent to this workshop, an individual development plan (IDP) was created by a professional psychotherapist for each advisor. In consultation with each participant's group vice president, the IDP was developed after evaluating pretest quality of life measures and the Emotional Quotient Inventory, 18 a validated assessment that provides information on domains of stress management, emotional self-control, mood, and interpersonal relationships. Each IDP contained 2 or 3 action items that were presented as specific behavioral suggestions. The items were designed to help the participant develop areas of emotional competence in which they were in need of improvement. This IDP was shared with each participant during an initial 20-minute conference call with a professional psychotherapist. The test results were reviewed and the rationale for the IDP was presented along with practice guidelines. In addition, each participant was asked to select a ''coach.'' The ''coach'' was someone who had ongoing contact with the participant and who agreed to help the participant adhere to the IDP through biweekly meetings. Often the ''coach'' was a coworker or spouse who had no formal training but had willingness to observe, support, and consult with the participant. Once the ''coach'' was selected, participants were provided training via conference call where the process was thoroughly reviewed. Five more times during the training period, each participant was given follow-up conference calls with professional psychotherapists to provide ongoing feedback and support. During each call, the purpose of the program was reviewed as well as the IDP. Participants were given support in adhering to the IDP and were asked to share their successes and failures and report on how they were using the ''coach.' ' The effectiveness of the program was systematically measured using standardized and validated assessments distributed before and after the program's completion. Assessments included:
Productivity: Financial adviser productivity was measured using a metric known as Time of Sale Gross Dealer Concession. This is an Ameriprise measure of adviser productivity. It measures the amount of money Remember that a life well lived is your best revenge. Instead of focusing on your wounded feelings, and thereby giving the person who caused you pain power over you, learn to look for the love, beauty, and kindness around you. Forgiveness is about personal power. 9
Amend your grievance story to remind you of the heroic choice to forgive.
an adviser generates when selling financial planning services or products. Stress: The Perceived Stress Scale 19 was used to measure stress. This 14-item measure assesses both perceived amount of stress and perception of control and stress tolerance. Anger: The Trait Anger Inventory 20 is a 15-item assessment that measures participants' levels of anger over time and across situations as opposed to a measure of their anger at any particular time or place. It measures anger as part of one's personality. Positive states: The Positive States of Mind Survey 21 is a 6-item instrument that was used to measure experiences of positive states, such as productive rest, concentrated attention, and nonsexual pleasure and intimacy. Health-related quality of life: The Short Form 36 Health Survey 22 is a 36-item measure of quality of life and includes items on mood, anxiety, optimism, pain, fatigue, and disability. It is one of the most widely used assessments of health-related quality of life. Physical vitality: The Vitality Plus Scale 23 is a 10-item measure used to assess the domains of appetite, energy level, sleep patterns, relaxation, and body stiffness.
In examining the outcomes of this study, it was changes in productivity and quality of life in the Ameriprise employees who completed the program that were of particular interest. In other words, where an employee started, in terms of productivity or quality of life, was of less interest than whether the employee showed gains or losses as a result of the program. That is, no matter how productive or healthy, we wanted to know whether the program could positively influence employees. Financial planning sales productivity was measured in the employees who completed the program, and in addition, sales productivity for employees who did not attend the program were used as a comparison. When looking at employees who completed the program, average sales productivity went up (24%) compared to employees not attending the program (10%). For employees completing the program, there were also meaningful decreases in stress (23%) and anger (13%) and increases in positive states (20%), health-related quality of life (10%), and physical vitality (9%). There was, however, no quality of life data from the group of employees not completing the program to offer any comparison.
Conclusions
Workplace interpersonal stress, conflict, and injustice are all too common and very real sources of reduced worker well-being and productivity. 2, 10, 16, 24 Despite ample evidence to suggest that forgiveness is an important component of individual health and wellbeing, 4, 12 little evidence exists to show that forgiveness training can be effectively implemented in the workplace setting as a means to promote wellness and increase productivity. The Ameriprise pilot case study provides what is, to our knowledge, the first and only attempt to teach forgiveness in the workplace and measure its impact on productivity and quality of life. The findings from this case study are as expected and encouraging. Worker well-being and productivity benefit when forgiveness skills are taught. These initial findings coincide with existing correlational research showing forgiveness is related to productivity and wellbeing in the workplace 16 and with both intervention research and clinical population samples that show forgiveness produces improvements in quality of life. 15 Of course, as an initial study, the design has inherent limitations including the lack of randomization, a truly matched control group, and the use of volunteers in the treatment sample. There remain questions about generalizability to other financial companies or other types of organizations. Nevertheless, all too often individuals are hurt on the job, and we think of this hurt primarily as physical in nature. Workplace interpersonal stresses, conflicts, and injustices comprise a major source of ''injury.'' This injury leads to lost productivity, diminished well-being for workers, and has a negative toll on the business. In our increasingly competitive and cutthroat business world, not to mention challenges faced by religious, nonprofit, and governmental organizations, the Ameriprise case study holds out the promise that teaching individuals how to forgive can benefit workers in terms of both productivity and quality of life. Furthermore, teaching forgiveness skills proactively, before workers find the urgent need for them, holds the potential to protect human resources and insulate organizations from the financial repercussions of internal interpersonal stress and conflict. Forgiveness might prove to be one of the most commonly overlooked but crucial elements to any organization's success. Investment in studying, developing, and monitoring forgiveness and its effects may well become a priority for those organizations wishing to succeed in the 21st century.
